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1. Soviet railroadn‘
Confusion and inefficiency were prevalent, and probably still are 25X1!
The constant changing of norms or standards brought about |
& situation where confusion and inefficiency were always present. Then, 25X1
\ too, administrative officials, such as station masters of large stations,
D51 vere constantly barrassed by interference from Commnist Party officials,
Trade Union officials and NKVD personnel. KNone of these was experienced
25X in railroad matters, yet all were encouraged to take an interest in
5% 1 administrative matters in order to facilitate the fulfillment of "plans®.
Actually, they interfered to such an extent that efficiency wvas greatly
irpaired.

2. The station master had the complete responsibility for the reporting of
all edministrative matters. Of utmost importence were the reports of ‘
statistics and the evaluation of worh completed by the individual stations. i
<he work performed by each station is measured by the following: '

a. Average turnover of cars.

L. Average daily milesge of locomotives.

c. Average daily loadings.

d. Average load per car axle.

e. Pulfillment of daily norms, as they pertain to the exchange of cars
between railroads.

f. MNumber of accidents and breakdowns.

. Fulfillment of daily norms on loading operations.

The reports necessary covered all phases of the work performed.
3. The loading operations at the train stetion were the responsibility of
the station mester. The manpower needed for this cperation was comnected

with the railroed whereas the mannower for lcading at industrial plan‘s
and agencies wan conaecched with thnt particular inductry or agency. The
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station master was given schedules for the loading and unloeding of all
types of materials. These schedules were prepared by the Ministry of Trans-
portation and were handed on to the station by the beadquarters of the
system. These schedules included the time allowed for industry. For
example, & carload cf coal was to be loaded by & crew of loaders in two
hours; a carload of lime, loose » ¢ix houra and in sacks, three hours;
bullding stons, turee hours » etc. If certain materials were shipped
direct to a plant in the ares of the station, it vmg the responsibility
of the plant manager to gee that the material was unloaded on time. If
it was not, the plant manager was fined by the station manager, who
could rine from one to five rubles per hour that the car was held up.
The fines depended upon the size of the car and the materials to be
unloaded. For instence a small car of ordinary matevials would carry
a fine of ome ruble per hour. The schedule of fines was made up by the
Ministry. If a particular prlant manager was responsible for three cr
four different violations » the station manager could report him to the
rajlroad headquarters who would then call the plant manager into court
for trial.

There was 4 constant struggle between the uping sgencies and the rail-
roals o obtain s hetter utilization of rolling stock. The reletion
beiwen the bigger using agencles snd the orficlals was vevar frrmgd as

was true of almost all administrative matters in the USSR, . . It was
necessury for the using agencies to go through channe.s in order o oviain
roliing stock needed for the shipment of its gooda. fhe system was compli-
cated and obscure and there was no room for flex1ibility. There was no
wethod for taking care of emergencles, matoly benause ihe station manager
reared taking upon himself the c2sponsibility for any deviation from the
plan.

in order for the using agency to obtain the freight cars 1t needed for
shipment of goods, it was necenzary for the agency to submit a requisition
for cars at least 30 Juys 1w advance of the date planned for the shipment
of materisls. Such shiprents by industry were alvays ia arcordance with
the plan /_Five-!ear Plag[ > Which called for certain production fulfilLments
on certsin dsles for each particular indusiry. A copy of the portion of
the plan &8 It pertained to the industry, had to be sa*tached +o the
requisition for rars. The rejuisition submitted lmd to set forth vhe

type of cargo, the weight ;» the station of departure, the station of des-
tinaltion, and the exact date and time when the cars would be needed, The
requisition was then submitted to the nesrest station master or was sent
directly to the ndministrative offices of the wailroad ~yztem which
covered the area. At the end of each month, the station master would
receive from the chief of the administrative system a plan of loading of
cars for the coming month, Any requests for additiorsl. cars or any other
activities over and above this plan could be authorized by the chief of
the administrative system only, snd then only in the event cars were
availeble,

It was the recponsibility of the etation master to see that the plan of
shipment or lomding was adhered tc. Pe would be furnished with the peces-
sary nurbet of cavs in sccordsnce with the plan end would arrange for the
delivery at the plsnt st the time needed, The stal ion mester could nor
be held re ponsible by the using egency for arny failure to fulfill
fchedvled shipments by not having cars available ; this was the sole re-
sponsibility of the reilrced eystem itself. Because cf the necessity of
strict adherence to the loading plan, many slowdowns ir all transactions
resulted. As an example, many collective furms would bave perishebles
ready for the merket which they would be unable to ship because of a
cearcity of care.,

£ aabie . . 1A ora? diemmtehers -
:’.‘Ltta:_t‘nﬁfi 18, ¢och major stutiop in tle USSR were severs! digpatchers;

B¥ ot uazpatcher.  the averac ey ¢F d1spateners wus betwcen
. Tive and thor worted on o 2s~hous basis. Each staktion was pro-
viged with an CrlZice wbich had direct telephone wires installed connecting
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that office with the various stations in the section. The dispeichers
continuously wore headphones in order tc¢ listen in on ell conversations.
This enabled them to be aware of all traffic movements on their lines.

A dispatcher could break in whenever there was a clear signal. The dis-
patcher on duty was provided with a log book in which he made erries
pertaining v his liue. This provided an easy method for a relieving
dispatcher to review the log took end cbtain the generel traffic situation
in his section. The log book entries consisted of the time of departure,
destination, number of cars per train, type of train, the number of the
train, the time of arrival, if it pertained.

The adherence to the norms set for loading and unloading operations were
alvays a major problem to the station master. Up until about 1935 as much
as 12 to 24 hours were allowed for ‘ertain loading and unloading operations.
After 1935, the time allowed was reduced to from two to six hours, depending
on the type of cargo.

Switching operations at each station were also conducted according to
schedule. These schedules were made up for eacn station and were dependent
upon the size of the statlion, the number of sidings, the type of switches
and the amount of traffic at the statlon each day. Based upon these
figures, s etation was permitted to have so many switching locomotives.

As an example, at the Darnitsa atation,lthwo switching
locomotives. The norm set for the station wes 12 cars per hour and a

control figure of 576 care per day wvas set. Iff heglected to meet this
norm geverely criticized and subject to many penalties,

It was the responsibility of the station mester to work out e plan, and
reduce it to writing, of the technological processes covering the complete
workinge of his etation ir order tc have 1t availeble for the duty officer
vhe served under the station master. This plan was drawn up in order to
make sure that rolling stock wms processed properly, and which in turn |
would provide for the quickest possible turnover of rolling stock. For
example, a maneuvering indicator or control was arrived at by determining
the actual switching operations for s particular station. An additional
control wae set up to provide for the fulleat exploitatioz of all rolling
stock, based on the time logt by the cary while they were in the station
and the time lost by commerciul operations. At Darnitea, for example,

the time lost by cars while in the station wes four hours and the time
lost through commercisal operstions was 12 hours. The “oborotny™ or turn-
over time permitted each staticn was between two and three hours which
meant that at a turnover station the rolling atock could not be deteined
any longer. If the station was 1 "home statlon or clsssification yard,
the cars could be kept Indéfiniteiy.

The Tollowing were additionel responsibilities of the station master:

a. To prevent accidents at the station and to arsure the safety of all
trains passing through the station.

b. To supervige the opening of the psssenger ticket booth at scheduled
times, usually one hour bvefore train time if therve were many passen-
gers; othervige, cne-~naif hour.

c. To gee that the luggage of paszsenger: w2 properly handled,

d. To handle ail paesenger and =2hipper complsints.

e. To aupervise the classiflcation of freight cars, which was the duty
of the Sostovich Pcecdof (train azzembler ).

f. To see that weer agencses 7uTE737 “tpsar part, of confrects,
< sadipge and wave-
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To supervise the maintenance of all equipment such as signalling
devices, tachnical squipment, coaling, water and switching facilities.

To make sure that locomotivee were turmed ot of the statiod wecording = .
to scheduls. e N

To mintair vork discipline among the various employees.

To conduct technics] meetings of instruction or treining in order
to improve the quelifications of the 1orkers.

To hire and fire personnel.

i‘b conduct special sessions with certain employees in order to
discuss problems comnected with the movement of troops during
wartine. '

To give lectures on air raids.

To conduct secret correspondence with the mobilization section of

the reilroed administration on the problems of troop. movement and
war goods movement through his station.
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